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The primary intent of this paper is to examine the present
problems occurring within the Bureau of Labor Relations in the
City of Atlanta. An attempt has been made to analyze four
operational problems which the Bureau is experiencing and offer
some recommendations for the solution to those problems. In
addition, a comparative study of labor relations operations in
three southern cities was undertaken in order to highlight the
similarities and differences among these bureaus.
The main sources of information were from interviews with
labor relations personnel in Atlanta, Georgia; Memphis, Tennes¬
see and Birmingham, Alabama. Also, a wide variety of secondary
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Labor-management relations is a term which refers to
employee unions negotiating agreements about the conditions of
work. It also involves relationships between workers and
supervisors dealing with all aspects of personnel administra¬
tion. From the perspective of organized labor, collective bar¬
gaining involves negotiations between an employer and a union
representing employees.^ Eugene Hagburg and Marvin Levine
define labor relations as the management of conflict in the work
organization and it may be assessed in terms of its ability to
either reduce conflict or prevent conflict from increasing to a
O
disruptive level.
The federal labor relations system is an important part
of the development in the industrial relations area with the
emergence of bonafide collective bargaining in the public sec¬
tor. The most dramatic development in this area has come at
state and local levels, with the federal government lagging
behind in terms of the application of what would be viewed as
professional industrial relations. At the state level, labor
relations units or barganining teams may be established as the
^Robert D. Lee, Jr., Public Personnel Systems (Baltimore
University Park Press, 1979), p. 366.
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governments' agents and these unit take an advocacy role, unlike
the employee relations boards that take sides neither with
management nor the unions. The advantage of having a central
agency responsible for representing management is that exper¬
tise in bargaining is developed along with a consistent policy
across bargaining units.^
The development of the federal labor relations program
indicates the general direction that has been taken in the
whole area of public sector collective bargaining. The major
emphasis has been on the creation of a right to organize and to
gain recognition and resolving impasse.^ Once these programs
are underway, fear concerning the inapplicability of private
sector labor relations model to the public sector are alleviated.
As unions gained strength, they began demanding a more compre¬
hensive role in determining all personnel matters affecting
federal employees. Future developments at the federal level
will have a major impact on the overall development of public
sector labor relations.
According to David Lewin, public sector labor relations
remains virtually unexposed. Lewin further states that the
study of governmental labor relations may be valuable but it may
also provide a stimulus to re-examine private sector labor rela¬
tions. Many aspects of collective bargaining have been explored,
^Robert D. Lee, Jr., Public Personnel Systems (Baltimore:
University Park Press, 1979), p. 367.
^Jay M. Shafritz et al., (eds.) Personnel Management in
Government: Politics and Process (New York: D~ Van Nostrand
Company, 1976), p. 206.
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yet others have undergone important changes which appear sus¬
ceptible to the application of models, concepts and methodolo¬
gies used to study public sector labor relations.'^
State and local governments have only recently awakened
to the iimplications of the unionization of their labor force.
More recently, more jurisdictions have adopted comprehensive
and special legislation and formal policies for dealing with
organized employees, but it is not known whether these actions
will reduce the nxamber of work stoppages over issues and cur¬
rent economic conditions.
Also, at the state and local levels, there have been
similar developments dealing with labor relations. State labor
relations are now being divided into the "meet and confer" and
"negotiations" approaches. The former is premised on notions
of sovereignty and inequality of the partners involved in col¬
lective bargaining. This model involves management retaining
many rights and may remain the final authority in all matters
affecting personnel administration. The negotiations approach
follows the model of labor relations in the private sector.
Here management maintains whatever authority it is able to
retain in the face of collective agreements.^ The majority of
states having a comprehensive labor relations program have
^David Lewin, "Public Sector Labor Relations: A Review
Essay," Public Sector Labor Relations: Analysis and Readings,
eds. David Lewin, Peter Feville and Thomas Kochan (New York:
Thomas Horton Press, 1977), p. 372.
^Jay Shafritz et al. (eds.) Personnel Management in
Government: Political and Process (New York: D. Van Nostrand
Company, 1976), p. 207.
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opted for the negotiations approach, although a substantial
minority have pursued the other course. Evidence suggests that
the meet and confer approach is usually an interim measure that
employees have become more accustomed to in the public sector.^
Charles Rehmus contends that the notion of labor rela¬
tions in many municipalities involves collective bargaining in
both the public and private sectors. Collective bargaining
imposes on society more than a potential misallocation of re¬
sources through restrictions on economic output, which is the
principal cost imposed by private sector unions. Collective
bargaining by public employees and the political process cannot
be separated. The cost of bargaining within municipalities
cannot be fully measured without taking into account the impact
on the allocation of political power in the typical municipa¬
lity.^
The current labor policies pursued by the Bureau of
Labor Relations in the City of Atlanta, like those of some
states and municipalities, provide for meet and confer sessions
with employee organizations, recognition of employee organiza¬
tions which have obtained and maintained majority representa¬
tion status, dues check-off and formalized grievance procedure.
The city's labor relations policies do not anticipate formal
binding agreements with labor unions because of an existing
^Ibid., p. 208.
^Charles Rehmus, Public Employment Labor Relations
(Michigan: Ann Arbor Institute of Labor and Industrial Rela-
tions, 1975), p. 35.
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Georgia law. According to Title 54:L 1971, No. 533 of the
Georgia Code,
. .. the only statue authorizing public employee bar¬
gaining is the Fire Fighters Mediation Act granting
firefighters in cities that elect coverage and have
20,000 or more population the right to bargain col¬
lectively and be represented by a labor organization
as to rates of pay, working conditions and other terms
of conditions of employment. The city must first
elect coverage.9
In the event of an impasse, mediators are authorized to, conduct
hearings and submit nonbinding findings. In general, this
approach continues to be crisis-oriented and directed toward
solving immediate problems.
The purpose of this study is to examine the problems
confronting the Bureau of Labor Relations in the City of
Atlanta in order to offer some recommendations for the resolu¬
tion of these probelms. In addition, a comparative analysis of
the labor relations policies and practices that exist in the
cities of Atlanta, Georgia; Memphis, Tennessee and Birmingham,
Alabama was undertaken in order to highlight the similarities
and differences among these respective bureaus.
^Code of Georgia, Title 54; L. 1971, No. 533, p.
14,1031.
II. THE PROBLEM AND ITS SETTING
Background of the Agiency
The Bureau of Labor Relations for the City of Atlanta was
created as a result of the passage of an ordinance on March 7,
1974. The ordinance prescribes the functions and the duties
of the bureau as simply conducting employee relations. Its
basic functions include investigating grievances filed by
employees relative to wages and working conditions, processing
appeals and complaints filed by employees, representing the
city before the Civil Service Board where major policies relat¬
ing to labor management are concerned and presenting investiga¬
tive findings and recommendations to the Civil Service Board.
Since its creation in 1974, the Bureau of Labor Rela¬
tions has floundered, never reaching its fullest potential of
providing employees of the city with a comprehensive approach
to employee relations that has been and continues to be so
urgently needed. In May 1976, the Bureau worked towards estab¬
lishing a more comprehensive labor relations apparatus with the
capacity for research, policy design and educational work among
the city's employee population.In general, the approach to
labor management problems continues to be crisis-oriented and
^^Patricia Watson-Thompson, Operational Analysis City




directed towards solving immediate problems rather than long
range planning. Today, the City of Atlanta's current labor
relations policies provide for meet and confer sessions with
employee organizations, recognition of employee organizations
which have obtained and maintained majority representation
status, dues checkoff and a formalized grievance procedure.
The writer worked as an intern in the Bureau of Labor
Relations from June 20, 1980 to October 24, 1980. As an intern,
the writer worked closely with the director and administrative
assistant as a researcher and was assigned an additional
variety of duties and responsibilities. Those duties include:
preparing a proposal for an ongoing training program for all of
the city's em.ployees, making weekly visits to worksites and
recording problems that exist between supervisors and employees.
In addition, the writer actively participated in inter¬
viewing city employees who wished to file grievances and make
appeals concerning cases which were expected to or which had
already gone to the Civil Service Board.
Statement of the Problem
There are numerous operational problems confronting the
Bureau of Labor Relations in the City of Atlanta. The most
significant among these are: (1) lack of uniformity and consis¬
tency in disciplinary actions within the various departments in




employees with a handbook outlining the city's policies, rules
and regulations, (3) lack of funds for developing a profes¬
sional staff and, (4) lack of formal labor related orientation
for new employees.
Methodology
The writer utilized primary and secondary data collec¬
tion techniques to gather relevant data for the study. Pri¬
mary data collection techniques included interviewing and par¬
ticipatory observation. Participatory observation involved
direct observation and notation of first-hand information ob¬
tained during the internship. Interviewing was utilized as a
means of acquiring data for a comparative study of the cities
of Atlanta, Memphis, and Birmingham. The instrument for this
interviews (see Appendix) is open-ended, and primarily dealt
with the daily operations of labor relations in the three citie
cited.
Secondary data for this study were obtained from publi¬
cations of the City of Atlanta, Bureau of Labor Relations,
journals, and books.
Ill, AN ANALYSIS OF THE OPERATIONAL PROBLEMS
The first problem that confronts the Bureau of Labor
Relations of the City of Atlanta is the lack of uniformity in
disciplinary actions within departments of the city. There are
presently nine departments within the City of Atlanta, namely
the Department of Environment and Streets, Public Safety,
Finance, Community and Human Resources, Aviation, Parks and
Recreation, Budget and Planning, Department of the Mayor and
the Law Department.Within these departments, each bureau is
responsible for setting policies for its employees. Conse¬
quently, there are differences in these policies for each indi¬
vidual unit, resulting in a number of inconsistencies, A com¬
parison of the punishment imposed on employees who are tardy
within the Fire and Police Bureaus in the Department of Public
Safety will highlight this point. The offense of tardiness in
the Fire Bureau is viewed as absence without leave (AWOL), if a
firefighter is one to five minutes late in reporting for duty.
A firefighter is then subjected to disciplinary action which may
include a three to five day suspension without pay. The Fire
Bureau in the City of Atlanta is unique in comparison to other
bureaus in that it operates as a paramilitary force which
^^Patricia Watson-Thompson, Operational Analysis: City
of Atlanta, Bureau of Labor Relations, 1979, p. 4.
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demands strict enforcement of rules and regulations. Likewise,
the Police Bureau also operates as a paramilitary force which
demands strict enforcement of rules and regulations. However,
the Police Bureau's rules and regulations are different as far
as reporting is concerned,The department does not consider
an employee who calls in to indicate that he would be late or
reports late as being AWOL; these officers are deemed late or
absent from duty. Progessive discipline is used within the
Police Bureau in handling departmental offenses. The concept
of progressive discipline holds that an employee be discharged
only as a last resort after every possible effort has been made
to help the employee in continuing his job. Corrective mea¬
sures may include special instructions, counseling and written
warnings, but also progressively more drastic punitive measures
such as demotions or suspensions without pay, are administered
prior to the final recourse of discharge. It is important that
an organization be supplied with guidelines to aid in determin¬
ing whether or not there is just cause in reaching a decision
concerning an offense. Discipline for the Police Bureau includes
counseling, reprimand, suspension and dismissal.
Firefighters are not satisfied with the department for
the strict punishment imposed on the offense of tardiness. They
believe that the punishment imposed upon them as a result of
being tardy is unfair and this has contributed to low morale
14
Interview with DeWitt Harris, Bureau of Labor, City
of Atlanta, March 1, 1981.
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among the firefighters in the various stations. However, the
firefighters have begun seeking means to changing the punish¬
ment imposed on this offense and others of similar nature.
The Bureau of Labor Relations is of the opinion that the punish¬
ment for tardiness in the Bureau of Fire Services is too harsh
and policy changes should be made.^^
According to Herbert Churden and Arthur Sherman, the
purpose of any disciplinary program is to provide the means for
securing employee performance and behavior that is necessary in
order for organizational goals to be achieved, I'Jhile the pur¬
pose of a disciplinary program is to provide corrective actions,
a more important purpose is to prevent the need for such an
action in the first place.
Organizations that provide disciplinary programs can
reduce the need for corrective disciplinary action. Disciplinary
action could be reduced if each job was staffed with a person
who understands and has the qualifications to match the job re¬
quirements. Programs that provide for accurate job descrip¬
tions, employee orientation, training, and performance evalua¬
tion can contribute to the prevention of disciplinary problems.
In addition, good selection procedures can help prevent the
einplo3mient of individuals whose personal qualifications or
^^Ibid., June 5, 1981.
^^Ibid., June 1, 1981.
^^Herbert J. Churden and Arthur W. Sherman, Jr., Per-
sonnel Management (Cincinnatti: Southwestern Publishing Company,
1976), p. 426. 4
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emotional problems make them unsuited for the organization or
a potential source of disciplinary action.
Secondly, there is a need to provide new employees with
formal labor related orientation. Currently, no formal system
exists within the City of Atlanta to provide new employees with
labor related orientation. Employees find themselves being dis¬
ciplined for violating policies they are not aware of. Most
of the city officials believe that it is not the responsibility
of the Bureau of Labor Relations to administer training and
counseling to city employees; however, the officials have not
designated any other bureau or department to handle this task.
As a result, the lack of orientation leads to more dis¬
ciplinary problems within departments and an increased workload
for the Bureau of Labor Relations which could be avoided if
training and counseling were made available. The 1980 figures
for the rate of turnover as far as probationary employees are
concerned, indicate that of the 1,613 persons that were hired by
the City of Atlanta, 12 percent of the probationary employees
did not attain permanent status. This is mainly due to absen¬
teeism and lack of interest in their jobs; and above all, lack
of productivity on the part of these employees.
James Schregle maintains that the main problems of labor
relations arise with regard to government employees not being
1 8
Ibid., p. 425.
^^Interview with DeWitt Harris, Bureau of Labor Rela¬
tions, City of Atlanta, June 3, 1981.
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trained properly. The results being a substantial amount of
problems arise which would not ordinarily occur within the
labor force. Jack Stieber points out that rapid growth of
the municipal work force serves as one of the fundamental prob¬
lems that is now being thrust upon society. Too many new
employees are hired and are not being oriented properly within
municipalities. This is one of the contributing factors which
21
accounts for problems within labor management.
Orientation programs are designed to familiarize new
employees with their jobs, provide an overview of the whole
organization and relate each division, deparment and individual
employee to the ongoing activities within the organization.
These programs are expected to provide a basis for employees'
acceptance and participation based on the theory that when em¬
ployees imderstand, they will accept, approve and support
22
management.
A formal orientation should provide new employees with
and imderstanding of how job performance contributes to the
success of the organization and how the services or products of
the organization contributes to society. Although it is likely
that employees already have knowledge and opinions about the
James Schregle, "Constraints on Local Governments in
Public Employee Bargaining," Business Week (July 24, 1974):14.
^^Jack Stieber, "Public Involvement in Government Rela¬
tions," Public Administration Review (April 1972) :26.
^^George Strass and Leonard R. Saylers, Personnel:
The Human Problems of Management (New Jersey.- Prentice-Hall,
Inc., 1972), p. 36.
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organization and have awareness of the importance of the job,
it is essential that they be furnished information that will
enable them to find places in the organization.^^ While the
methods used to achieve these objectives may vary, it is essen¬
tial that there should be careful planning in order that new
employees are provided with essential information. Although
the type of information that employees will need will vary with
the job, it is customary to provide information about those
matters that are of immediate concern to them, such as working
hours and pay. Later, attention may be devoted to informing
employees about those areas that have a lower priority or that
require more time for presentation and comprehension.^^
Thirdly, all supervisory personnel are not furnished
with written guidelines of the city’s policies, rules and regu¬
lations. In many instances, because of lack of knowledge on
the part of supervisors, they discipline employees when discip¬
linary action should not be imposed and when disciplinary
action is warranted, the action taken by the supervisor is
often not in compliance with the established city policies.
Most of these policies are obvious generalizations based on cur
rently discussed theory and experiences. Orientation and train
ing should identify the sequence of task to be performed in
each job and should cite key points and essential information
^^Arthur Sherman, Personnel Management (Cincinnati;
Southwestern Publishing Company^ 1976), p. 173.
^^Ibid., p. 174.
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to be highlighted in training. If rules or standards set for
operating procedures are not explained in training and orienta¬
tion, they should be explained at some point once an individual
is hired. These rules which are provided to restrict the beha¬
vior of both the supervisor and the subordinate may be written
or unwritten, and should be enforced in one way or the other by
management. Rules serve to limit the freedom given to subordi¬
nates and supervisors and provide a greater autonomy within or¬
ganizations. Under these circumstances, the subordinate will
have a greater feeling of autonomy and he will have understood
the limits and rules which make it possible for him to exercise
freedom within the limits. Where there is room for doubt con¬
cerning supervisory policy or rules, they should be put into
writing.^5
Management guidellines are important within an organiza¬
tion to ensure a smooth operation. Guidelines must be given to
new personnel in administering disciplinary action and in re¬
solving grievance issues with individuals and the unions. When
guidelines are distributed to employees, they can provide
answers to many questions that might otherwise have to be re¬
ferred to supervisors. These statements also should provide the
reason for the policy's existence as a means of contributing to
2 6
its effectiveness.
^^Michael J. Jucius, Personnel Management (Illinois:
Richard D. Irwin, Inc., 1971), p. 65.
^^Herbert J. Chruden and Arthur Sherman, Jr. Personnel
Management (Cincinnatti: Southwestern Publishing Company, 1976), •
p. 88.
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Organizational policies are basic rules established to
govern functions so that they are performed in line with de¬
sired objectives while guidelines are guides to action. Poli¬
cies serve two main functions: first, they determine present
and future decisions in an organization, and on the other hand,
they restrain subordinates from performing undesirable func¬
tions or mishandling specific functions. It is desirable that
policies be formalized into written statements. Such state¬
ments permit policies to be communicated more rapidly and ac¬
curst ley to each individual within the organization. Written
policies also serve as'invaluable aids in orienting and train¬
ing provided to assist, to control and govern the behavior of
all employees in a reasonably uniformmanner. Guidelines are
essential to the maintenance of a good working environment and
should,be established, communicated and enforced.
The fourth major problem that confronts the bureau is
the lack of funds for developing a professional staff. The
bureau has had to rely almost totally on federal emplo3mient
programs. In 1979, federally funded positions constituted 75
percent of the Bureau of Labor Relations' total work force.
Because there are insufficient funds designated to the Bureau
of Labor Relations, it is poorly staffed and does not have the
personnel to handle the many problems that they must address
daily. The responsibility for handling these problems is placed
^^Patricia Watson-Thompson, Operatonal Analysis: City
of Atlanta, Bureau of Labor Relations, 1979, p. 2.
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in the hands of the Director of the two labor specialists.
One reason why the Bureau of Labor Relations has not
received sufficient funds is that the attitude of city officials
and the Georgia legislators are historically hostile to tinioni-
zation. The Bureau of Labor Relations is a somewhat new or pio¬
neering agency among cities in the southeast, however, in the
realm of unions organizing, Atlanta is lagging behind in its
efforts to define labor management problems. Because of its
limited number of professional staff, the Bureau of Labor Rela¬
tions has a backlog of cases and is unable to administer train¬
ing programs and visit worksites. This problem will not be rec¬
tified until the officials of Atlanta government realize the
special needs in handling unionization as it relates to labor
and management and allocates funds for the purpose of staffing
in the Bureau of Labor Relations. Due to the limited funds
approved by. the council, the Bureau of Labor Relations has
depended heavily on workers assigned by CETA since 1976. The
rapid and continuous turnover of CETA employees, coupled with
the fact that only three permanent employees man the agency, the
effectiveness of its operation has been severely hampered.
In light of the budget cuts by the Reagan administra¬
tion, which have affected the CETA programs, the bureau will
find itself in the same position it was four years ago. This
will result in a reduction of at least half of the existing
manpower to deliver services to over 9,000 employees at over
130 different locations within the City of Atlanta. The Bureau
of Labor Relations capacity to handle and resolve grievances
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will be reduced, resulting in an increase in the number of
cases forwarded to the Civil Service Board. Field visitations
and grievance resolutions will suffer, in addition to, the com¬
plete cessation of any supervisory training that has been
offered at departmental requests by the bureau. Therefore, it
will be impossible for the Bureau of Labor Relations to main-
? Rtain its current operational level.
In addition to these problems, the lack of funds has
made it virtually impossible for the professional staff to
attend conferences, seminars or workshops which will keep them
abreast of the new developments and trends in the field. Labor
relations is indeed a dynamic field and the constant adjust¬
ments in the field to laws and regulations which impact on
labor relations, easily attest to this fact. It is, therefore,
imperative that the professional staff become keenly aware of
each and every change that occurs in the field.
^^Interview with Patricia Watson-Thompson, Bureau of
Labor Relations, City of Atlanta, June 4, 1981.
IV. A COMPARATIVE STUDY OF THE BUREAU OF LABOR RELATIONS
IN ATLANTA, MEMPHIS, AND BIRMINGHAM
This comparative study was undertaken in order to
ascertain the similarities and differences in the labor rela¬
tions operations among these cities. These cities are selected
because they are all located in the southern region of the
United States and their respective bureaus of labor relations
have been in existence for not more than ten years. In addi¬
tion, the differences in population, size, and work force are
not that significant. Atlanta has a population of 436,000,
Birmingham 300,000 and Memphis 480,000. Both Atlanta and Bir¬
mingham have black elected mayors.
Atlanta Labor Relations
The Bureau of Labor Relations in the City of Atlanta is
a division within the Mayor's Office and has been in existence
for about seven years. Atlanta's present labor relations sys¬
tem operates on the traditional type of employee-employer appa¬
ratus that was derived from the Civil Service Board of Atlanta
and similar legislation. This apparatus provides dues checkoff
which can restrict the nxamber of orgnnizations that can fimc-
tion effectively as employee representatives. However, this
^^Patricia Watson-Thompson, Operational Analysis, City
of Atlanta. Bureau of Labor Relations, p. 2T
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apparatus has not significantly altered the influence or role
of employee unions since the city has not adopted a set of poli¬
cies formalizing the relationship and outlining the rights and
responsibilities of each party involved.
Atlanta's Bureau of Labor Relations serves an employee
population of approximately 9,000. Staffing for this organiza¬
tion includes four individuals; the director, two labor specia¬
lists, and a secretary. The caseload of grievances and com¬
plaints handled by the bureau is roughly 120 yearly. Because
of the limited number of staff, the bureau cannot handle all
its duties and responsibilities effectively.
At present, the Bureau of Labor Relations is the sole
agency through which each government unit could implement a
meet and confer relationship and develop a more com.prehensive
labor relations policy; however, in order to achieve these
objectives, the office needs to be structurally and functionally
upgraded.
Birmingham Labor Relations
Birmingham's Labor Relations division, like that of
Memphis and many other cities, is located within the Personnel
Department. The labor relations division's primarily responsi¬
bilities include handling grievances and complaints filed by
the Civil and Non-civil service employees and solving problems
before formal proceedings are carried out by the Jefferson
County Personnel Board.
Birmingham's labor relations division currently serves
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an employee population of approximately 3,800. Staffing within
this division is comprised of two labor specialists. These
persons handle all grievances filed by the classified and non-
classified employees and handle approximately forty cases per
year. Like Atlanta, the approach which Birmingham uses between
the employer and the mion representatives, is meet and confer
sessions. This apparatus does not allow for binding agreements
between the parties involved,
Presently, Birmingham is not experiencing the current
operational problems which are now confronting Atlanta. Unlike
Atlanta, Birmingham is not plagued with inconsistencies within
departments concerning disciplinary problems. The Personnel
Department, in conjunction with the Labor Relations Division,
has developed a set of policies for the civil and non-civil
service employees. Unlike Atlanta, orientation sessions are
administered by the personnel department on an ongoing basis.
Special sessions are provided for supervisory personnel to keep
them abreast of new management practices and policies. Unlike
Atlanta, guidelines are also distributed to the city employees
during orientation and periodically to various worksites
throughout the city.
Unlike Atlanta, the two labor relations specialists in
Birmingham utilize the services of the staff members in the
personnel department. After ascertaining the validity of
on
Interview with Charles Carter, Labor Relations
Division, Birmingham, Alabama, March 8, 1981.
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grievances filed by an employee, the information is then for-^
warded to the staff members in the personnel department who
take up the matter with the Jefferson County Personnel Board.
Because Birmingham's Labor Relations division operates in con¬
junction with the Personnel Department, funds are allocated
towards staff development as such, the staff is able to attend
seminars and conferences in order to keep abreast of current
issues and emerging trends in labor relations.
Memphis Labor Relations
Like Birmingham, the Labor Relations Bureau in Memphis,
Tennessee is located within the Personnel Department. Memphis
began to develop its present labor relations bureau within the
last ten years, primarily in response to militant confronta¬
tions with segments of their work force that had neither or¬
ganized themselves nor affiliated with unions. The basic
objectives of the Labor Relations Bureau are to provide record
keeping city-wide on labor relations grievances, provide minimal
preparation and research into grievances, training, discipline
and guidance. It acts as an intermediary between management and
labor, assists the City of Memphis in the formulation of labor
policies and procedures for the city and represents the city in
impasse procedures.
The Labor Relations Bureau's staff is comprised of four
individuals; a manager, two labor specialists and a secretary.
^^City of Memphis, Mayor's Operating Budget Request,
Fiscal Year 1981, Personnel Volume,No. 10, p. 1.
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These individuals service approximately 6,000 city employees
and handle approximately thirty cases per year. Unlike Atlanta
and Birmingham, the Labor Relations Bureau in Memphis has
developed a system that entails intervention into both collec¬
tive bargaining and contractual agreements between labor and
management. Like Birmingham, Memphis has developed orientation
programs in order to educate and make city employees knowledge¬
able of the city's policies and current practices. Guidelines
for interpretation of city policies for sufjervisors and em¬
ployees are also distributed during orientation and training
programs. In Memphis, as is the case in Birmingham, city
policies are designed basically across the board through the
departments. Thus, uniformity exists as far as disciplining
of employees for infraction of rules and regulations are con¬
cerned. Also, like Birmingham, Memphis Labor Relations Bureau
is allocated funds for staff development; consequently the
staff is able to attend conferences, workshops and seminars to
keep abreast with current trends in labor relations.
V. CONCLUSION AND RECOMMENDATIONS
As compared to both Memphis and Birmingham, the Bureau
of Labor Relations in Atlanta is conspicuously lagging behind
in some critical areas. The lack of orientation for new em¬
ployees in Atlanta clearly manifests itself not only in the
high turnover rate of new employees, but equally in the higher
number of cases handled by the Atlanta Bureau. It is equally
clear from the information provided in this study that the
smaller number of caseloads handled both in Memphis and Bir¬
mingham can be attributed to the orientation programs in both
cities. The orientation program not only helps the new employees
to familiarize themselves with the policies and rules of the
organization, but also prevents the incidence of many discip¬
linary problems. In addition, because of the preventive nature
of orientation programs, it frees the staff who would normally
be preoccupied with grievance issues to concentrate on more
productive areas, such as training programs for employees and
staff development.
In both Men^jhis and Birmingham, it appears there is a
strong commitment to the improvement of labor relations. On
the other hand, the Bureau in Atlanta lacks the financial sup¬
port enjoyed by its counterparts in both Memphis and Birmingham.
The lack of support for this agency by the Jackson administra¬
tion, which has publicly stated that the improvement of the
24
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working conditions of the city employees and Atlantans as a
whole is one of its top priorities, is very intriguing.
In 1977, the City of Atlanta was rocked by a serious
garbage workers strike. It is therefore imperative for the
city's administration to provide funds and support the activi¬
ties of the Bureau of Labor Relations that are aimed at improv¬
ing the conditions of work for the city employees as well as
opening up avenues for dialogue between the city and vinions
representing the employees.
Recommendations
In order to address the various problems confronting
the Bureau of Labor Relations, the City of Atlanta should take
the following actions: (1) the city should develop a citywide
across the board set of disciplinary policies. These policies
should be uniform and must eliminate all the existing inconsis¬
tencies that exist in the various departments; (2) the city
should designate one agency, preferably the Bureau of Labor
Relations, to provide orientation for all the new employees. In
addition, each new employee should be given a copy of the city's
Civil Service Rules and Regulations as well as other literature
dealing with conditions of employment; (3) the city should pro¬
vide all supervisory personnel and employees with copies of the
city's rules and policies; in addition, monthly meetings
should be held with supervisory personnel to discuss problems
peculiar to their worksites; (4) the city should make more funds
available to the Bureau of Labor Relations in order to increase ,
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its present staff size, as well as allocate funds for staff
development. It is very important for staff members to acquaint
themselves with the current development and issues in labor rela¬
tions if they are to be effective.
It is the feeling of the writer that the effectiveness
of the Bureau of Labor Relations will be Improved if these
recommendations are implemented. There will be a considerable
reduction in the turnover rate of new employees and a greater
understanding between workers and supervisors, as well as
improvement in the general working conditions of city employees
and the staff of the bureau.
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APPENDIX
INTERVIEW QUESTIONS FOR LABOR SPECIALIST WITHIN THE BUREAU OF
LABOR RELATIONS IN MEMPHIS, TENNESSEE AND BIRMINGHAM, ALABAMA
APPENDIX
Interview Questions for Labor Specialist Within the Bureau of
Labor Relations in Memphis, Tennessee and Birmingham, Alabama
1. How long has this organization been in existence?
2. What is the city's employee population? -
3. How many staff members do you have in the Labor
Relations Office?
4. Are funds made available for staff development?
5. ^^Jhat type of apparatus is used between the city
and the union?
6. What is the nature of the grievances and complaints
handled day to day?
7. How many cases are handled yearly?
8. Does Labor R.elations handle orientation and training?
9. Who hears cases of employees and renders decisions?
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